This paper focuses on charisma made possible by organization. For such charisma to emerge, two conditions are necessary. The first condition is that potential members perceive in the organization, something of profound significance for their lives. The second is that the organization offers the means through which this profound significance may be attained. Based on these two conditions, three charismatic relationships are described: the self-promoting, the self-creating, and the self-idealizing. In order to provide a more fully detailed account of the relationship between member expectations and satisfaction by an organization, an interpretivist study, which focuses on the way in which charisma is organized and sustained, is presented.
Introduction
As is widely known, Max Weber used the term charisma to distinguish an authority based on neither tradition nor legal-rationality. Standing at the nexus of two realities, one heavy with the weight of time, the other light with an undisclosed future, the charismatic leader was seen by Weber as both a creator and a destroyer: a destroyer of the old, and a creator of the new. But just as futures must solidify and bear their own weight, so too does the charisma of the leader dissipate into the routine of the institution. The institution that is bureaucracy was what Weber foresaw for the modern world -an institution bound by a rationality from which no escape seemed feasible. Weber believed that concomitant to the reduction of humanity's world-view was the reduction of humanity. In this scheme, there is no possible return to a position which takes its bearings from value, because this bearing was lost when tradition was superseded. Charisma may only serve to give meaning to utilitarian rationality -akin to an opiate that makes reality bearable. But what of an age where the value of legal-rational bureaucracies, the value of a utilitarian rationality, is questioned? If we make the assumption -contrary to Weber -that people are more than their histories, that they can transcend themselves, then charisma in this age is possible. This charisma will be more than just an opiate for those bound by utilitarian rationality, because it will arise with the transcendence of utilitarian rationality. In this case, the important question becomes: how can people transcend rationality when tradition is fading and meaning is a contested affair (see King 1988) ? With this question, we are already providing something of an answer: tradition and meaning may be the most likely paths of transcendence. It follows that charisma will emerge when people encounter a means by which they can create and establish meaning for others (i.e. the foundations for a tradition) and meaning for themselves (see Bowles 1989 ). However, these will have to be created from a background of emptiness; it will, therefore, take both a profound desire on the part of an individual, as well as a suitably powerful vehicle. Indeed, it is these two requirements for charisma which are the focus of this paper: the relationship between the individual, who in some way transcends utilitarian rationality (in order to establish tradition and meaning), and the organization that makes this possible. With a focus on members or 'followers', as proposed here, it is possible to separate a particular charismatic movement into the different relationships that serve to maintain it -a separation impossible to undertake with an exclusive focus on 'leaders'. In accordance with this view, I argue that a necessary condition for the charismatic relationship to emerge is that potential members recognize within an organization some profound connection with a central feature of their own existence (see Shils 1965: 201) . Although a necessary condition, it is by no means the only condition, as it does not sufficiently tell us why people immerse themselves in charismatic relationships; one can just as easily be a spectator of profundity as a participator. It is for this reason that I provide the additional condition, that the organization must not only embody some profound feature of existence, for potential members, it must also provide a means by which they can realize this profundity for themselves. For only in providing these means are potential members energized to immerse themselves in organization. With these two conditions in mind, we can introduce the principal thesis of this paper: the recognition of some central feature of existence, as embodied by the organization, takes on different forms depending on the member's expectations for that relationship. This thesis will provide the core around which the following study revolves. Through this study, we will come to see that the consequence of members each recognizing a connection in the organization with central features of different realities is qualitatively different charismatic relationships. These different charismatic relationships are distinguished according to both ends and means. That is, the means by which the organization realizes for members some profound aspect of their own existence, as well as the character of this existence, alters with the relationship. It is in this fashion that different archetypes of charismatic relationships can be described. The salient features of each, reflect on the one hand the expectations of the potential member (Weierter 1997) and, on the other, the contribution of the organization which makes possible the realization of these expectations. As pure forms, or archetypes, the function of the theorized charismatic relationships is to act as paradigms, making more visible for us important characteristics which may not be so visible in the complexities of everyday life. This is to say, then, that the organization may play a part in the inducement of expectation, and indeed, in the following study, we will examine the ways in which the organization makes use of the expectations of members in maintaining charisma. First, in order to bring together the levels of analysis, and outline with greater clarity the charismatic relationships which emerge when the means to realizethrough an organization -one's state of profound existence are encountered, I will present the salient features of each, along with a guiding metaphor. These metaphors envelop Giddens' (1991) assertion that selfidentity in this age is characterized by a reflexive ordering of the self, based on multiple possibilities. The first relationship to be discussed may be given the label 'self-promoting'. Potential members associated with the self-promoting charismatic relationship bring into the relationship a clearly defined sense of their own values (see Shamir 1991) . In this respect, it is the members who provide the boundaries of self-definition. That these members have a clear sense of their own identity is not enough, however, to move or motivate them into a charismatic relationship. Potential members must also have the need to affirm these values and beliefs by subjecting them to opposition. That is, to maintain the strength or profundity of their own values, they must overcome the values of others (Festinger et al. 1956 ). The charismatic essence of this relationship is, therefore, derived from the organization providing members with a superior means through which the world can be converted to reflect their own values and beliefs -in this sense, providing them with the means to create a tradition (i.e. meaning for others). Using a metaphor of the magnifying glass as a guiding paradigm, we can see that the self-promoting charismatic relationship is enacted when the pre-existing values and beliefs are passed through the organization, and reflected back to the self; but more importantly, they are magnified and made more powerful on their way to influencing the culture at large. This magnification relates not only to the values and beliefs held by the members, but also to those values and beliefs which are perceived as standing in opposition -the world-view of others. The second charismatic relationship, from here on called the 'self-creating', is characterized by the creation of the member's sense of self-direction. In this case, because the member's sense of self-direction did not exist prior to the relationship, the organization plays a central role in the maintenance of values and beliefs. An alternative world-view does not need to be overcome in order to maintain the charismatic essence of this relationship; rather than creating a tradition, what is important for members is that the organization offers an enhanced means for overcoming their existential void. In a culture bereft of stable and powerful symbols for those who need guidance in forming a coherent sense of self or world-view (Lifton 1969) , the organization may provide the necessary ingredients and environment for this creation. An apt metaphor for the construction of this relationship is the crystal ball. Members, when looking at their future through the organization, are provided a vision of themselves, a vision which reflects the self as created by the organization, but which appears to members as selfmastery and self-direction. In addition to these two relationships, another one also seems possible based on members seeing in the organization a means to overcome their present self-image and attain an ideal image of themselves. Indeed, the characteristics of this relationship emerged from the present study. Here it was found that the organization provided members with the means to more fully realize and recognize their own ideal image. An appropriate label for this relationship is, then, the 'self-idealizing'. The self-idealizing charismatic relationship incorporates the self-direction of the member of the selfpromoting relationship with the inward focus indicative of the member of the self-creating relationship. In other words, these potential members already have a well-defined idea of where they are going, but this idea does not incorporate the overcoming of others and the creation of a tradition; rather, it is the overcoming of themselves that is important -an overcoming which has as its end an ideal image. The organization, rather than acting like a magnifying glass or a crystal ball, acts more like a mirror, reflecting back the ideal image held by each distributor. Whereas a magnifying glass provides one with the means to amplify oneself, and a crystal ball conjures images of whom one could be, the mirror makes more real the vision of one's self-fantasies. With these metaphors, we can see more clearly the appropriate foci of a study which examines charismatic relationships as they emerge between organization and member. Across each of the relationships, the realization of some profound state of existence is made possible by organization. Once we have established the existence and nature of charismatic relationships within the organization, our focus of inquiry will then turn to an examination of the role that the organization plays in maintaining itself as a necessary component of either the magnifying glass, crystal ball, or mirror. In the next section, I will present an interpretivist study focusing on the accounts provided by members within an organization, which actively seeks to maintain charisma. The study will provide an example of how, or by what means, charisma is maintained across different relationships. For, as we have argued, it is the means by which the organization allows members to overcome either themselves (existential void or present self-image) or the world-view of others which, from the members' perspective, makes their relationship charismatic. In discussing the means by which charisma is maintained, therefore, I will also be reflecting on the ends desired by members. In short, it is the nexus of self, organization, and overcoming that is of interest here.
The Interpretivist Study
Interpretivist methodologies have been recognized as a superior method for establishing the context and examining the underlying temporal processes of leadership (Bryman et al. 1988; Bryman et al. 1996) . Whereas quantitative methods provide an approximation of the relationship between measurable variables, interpretivist research emphasizes the processes that underlie and give meaning to significant events (Denzin and Lincoln 1994) . In this respect, interpretivist research highlights the background and foreground realities that shape and partly define causal relationships. Despite this opportunity, it is frequently the case that qualitative studies of charisma focus either on the distinctive behaviours of the leader or on the situations that foster attributions of charisma (e.g. Conger and Kanungo 1987; Howell and Higgins 1990; Trice and Beyer 1986; Willner 1984) . Because of this exclusive focus, follower (interpretive) differences have been veiled. The interpretivist study reported here, by contrast, includes as its focus the 'follower', allowing both an individual and an organizational level of analysis. The forthcoming case study was selected based on theoretical sampling (as opposed to statistical or random), because this increases the likelihood that all constructed realities will be exposed (Lincoln and Guba 1985; Patton 1990) . Of importance for this study, then, was the selection of an organization with relatively few structural constraints. An organization that relies on control through self-definition rather than enforced rules and regulations is the network direct-selling organization. Set up to distribute items usually found in supermarkets, these organizations use face-to-face selling, and focus on maintaining a constant recruitment of distributors. Remuneration for distributors is achieved through a mark-up on the item sold, with the more items sold through one's distributorship the greater the money to be made. What distinguishes this from usual trade practices, however, is that in order for the organization to grow, more distributors have to be sponsored (i.e. recruited). In this respect, the remuneration system is set up so that the more people one sponsors, and the more they sponsor other people etc., the greater the monetary reward. This economic chain resembles something like a pyramid, with those at the top making the most money, and those down the bottom making the least. The main focus of distributors, if they are to increase their monetary rewards is, therefore, not to sell more products, but to sponsor more people (who sponsor people) to sell products (Biggart 1989) . Network direct-selling organizations control distributors drawn from a wide cross-section of the general population. Through social-emotional bonds and the clear development of beliefs and values, forced compliance to rules and policies is not required (Biggart 1989) . Policies are followed because they are supported and communicated by people who are esteemed and, in this sense, strategies of control may be perceived as encompassing charisma. Biggart (1989) offers the following evidence in support of this claim: (1) these organizations have ideologies that provide a sense of mission; (2) distributors see themselves and their organization as superior to others; and (3) the organizational vision is the expression of a founding leader, and is precipitated throughout the organization. According to Biggart (1989) , network direct-selling organizations develop new social identities for their distributors based on the organizational mission. Using inspirational audio and visual tapes and books that promote positive thinking, distributors are encouraged to control their behaviour in accordance with the endorsed 'way of thinking'. In addition, frequent seminars and rallies provide arenas where distributors' emotional bonds and identification with the organization are maintained and enhanced. The power of this (self) direction is perpetuated and increased by the recommended reduction of 'outside' social relationships and the encouragement of emotional and social relationships within the organizational network. Now that I have outlined the potential of network direct-selling organizations for promoting charisma, I will, in the next section, provide greater detail of the specific network direct-selling organization chosen for this research, which will be referred to by the pseudonym 'Netto'.
The Organization: Netto
My initial research of background information (Netto books, tapes, and organizational documents, etc.) and (two) preliminary 'fact-finding' interviews showed that Netto is representative of most direct-selling organizations in that, compared to the typical commercial organization, many Netto members seem to display an almost religious involvement. The dividing line between daily life and working life is eroded as these members immerse their whole selves in the practices and beliefs associated with the organization. These practices and beliefs are maintained by way of the books, audio tapes, seminars and rallies, as discussed previously. Books with titles such as The Winner's Circle and The Possible Dream recount stories of how ordinary people altered their position in life and became successful through their involvement in Netto. Other books may be autobiographical, or political and social treatises. While the books and tapes offer personal and seemingly confidential accounts of 'right' beliefs and practices, the seminars and rallies provide collective emotional arenas for this promulgation. In this way, the books and tapes help to maintain the link between values and intense emotion, which may quickly dissipate after the rallies (see Lindholm 1993: 150-151 , for a discussion on the temporary arousal of followers by Jim Jones, leader of the Peoples (sic.) Temple). Of emphasis are the 'pragmatic' beliefs and values required to make a success of one's business -such as taking responsibility for one's position in life -and more 'universal' values, usually couched in terms of competitive individualism and conservative politics. A book written by the co-founder offers a concrete example of these values. In a chapter entitled 'Who we are' it is argued that the meaning of our existence may be positively ascertained, because we are a direct reflection of our Creator, God. In essence, we are created to dream the dreams that God dreams, and to help others dream these dreams. The content of each dream is equally as valid as another dream; however, the bigger the dream the closer it is to God's dream. The universal measure for the size of dreams, the way in which a dream is equated with God's dream, is material value. Those whose dreams require the most money are judged most worthy. In sum, the freedom to pursue material wealth is what is valued most highly. New members are generally recruited or sponsored by friends and acquaintances, and once sponsored 'belong' to this particular line of business, which extends up through their friend and their friend's sponsor, etc. Because the goodness of a judgement is equated with successful Netto practice, members routinely seek more specific and detailed advice from those above them in their business line; this advice may include financial matters or even how to deal with marital problems. Indeed, Netto provides training sessions for people once they reach a certain level in the organization, so that they may learn how to give appropriate advice. If a member's line of business consistently generates a certain amount of money per month then this member can separate from his or her sponsor and 'deal' directly with the organization. This means that instead of receiving the recommended books, tapes, and other materials via the sponsor, it is the organization which provides these directly. The heart of this organization, where the decisions are made and communication about all things relating to the best way to organize one's business and life is conceived, is embodied in the board of directors. The board comprises the two founding members and also a number of the most successful distributors. The Netto organization is responsible for selling a vast array of products. These include computers, clothes, cosmetics, and household furniture. Although it is obligatory for members to sell a certain amount of stock each month -and so we cannot classify this organization along with others whose sole purpose is recruitment -the most important trade is between member and organization. It is, in other words, the charismatic bond which is more important and relevant than any attachment to the value and worth of the goods being sold. As with most direct-selling organizations, Netto's organizational structure is hidden from outside observers. The organization is continually shedding and hiring distributors; even long-term distributors are unaware of the structures and relationships within Netto. Although the absence of a formal structure makes this case highly relevant for studies of charisma, it can pose problems for obtaining interview participants. Indeed, one is unable to pursue strategies such as random sampling because of the unknowable size of the population. The sampling strategy used in this study did not involve the whole population of Netto distributors, but instead focused on 'direct' distributors within an Anglo-Saxon society. It was primarily for reasons of access that this group of distributors was targeted: the phone numbers and addresses of direct distributors were listed in an area phone book. Because I had access to this group in its entirety, and no direct access to any other group, I decided not to pursue other sample populations. Direct distributors form the middle level of the Netto hierarchy, and have had a relatively intense immersion in the practices and beliefs of the organization. Although this immersion may pose problems when interpreting the interviews, any differences found across interview narratives are more strongly supported in relation to these differences. Overall, 25 households (from a sample of 79) responded to a request for an interview, and 17 households were interviewed to obtain theoretical saturation (see Patton 1990 ).
The Interviews
Each in-depth interview (lasting between forty-five minutes and one and a half hours, with an average of one hour) was recorded and transcribed onto paper for coding. An interview guide, rather than a set of formal questions, was used to stimulate discussion. The object of the interview was to elicit the historical narratives of the participants. Questions such as, 'tell me what changes Netto has made in your life' and 'how involved is Netto in your daily life' were used as prompts to examine the main themes: images of self before and after immersion in Netto, the importance of Netto to the members' lives and well-being, and the particular facets of Netto which maintain the members' engagement. I played the passive participant in the discussion, only intervening to keep the conversation flowing. For this reason, rhetorical bias was kept to a minimum. There is, however, the possibility that only those people willing to tell me their story would consent to an interview. If this were the case, there may be some sort of response bias. I do not believe, however, that this is significantly relevant here. As I will present below, interviewee relationships were found to be both charismatic and non-charismatic, thus rebutting the argument that only those heavily involved in the organization approved an interview (or vice versa). For this reason, I believe that although there may be a difference in the willingness to tell 'stories' to an outsider, there is not a significant difference, by way of this fact, in the content of the story, and so it follows, the relationship to Netto. In this vein, strategies for increasing the credibility of qualitative studies such as prolonged engagement, and persistent observation, are important (Denzin 1978) . Before conducting the Netto interviews, I read a wide range of background material, including critical examinations from both an insider and observational perspective, and attended Netto recruitment seminars. Throughout the study period, I examined books and tapes endorsed by Netto and also garnered documents outlining training programmes and recruitment strategies. Further to this, my involvement with Netto extended over a period of more than a year, wherein I was associating with distributors of the organization in my role as interviewer and occasional observer at seminars (see Weierter 1998) . Table 1 provides a listing of distributor pseudonyms, length of service, and their current or previous occupation.
Netto and Charismatic Relationships
The processing or theoretical development stage was performed using techniques that allow the categorization of recurrent patterns or themes (Lincoln and Guba 1985; Miles and Huberman 1984; Patton 1990 ). These methods are particularly appropriate to this study as they allow the grouping of certain types of relationships based on different attached meanings and perceptions. Categorization of data is judged with reference to internal homogeneity and external heterogeneity. By this judgement, one recognizes that there will be some overlap across categories (e.g., the self-promoting may contain elements of both the self-creating and self-idealizing relationships), but one also recognizes that there must be significant similarities within the categories and significant differences across them. Hence, a category is established when the differences between categories can be clearly defined from the similarities between them. The first task in meeting this criterion is to separate the field notes into 'chunks of meaning' such that the heuristic value and size of each chunk is optimized (Lincoln and Guba 1985) . These chunks are then entered onto index cards (or computer) in preparation for categorization by the researcher. The categorization process involves compiling cards that relate to the same content, constructing theoretical frameworks to describe category properties, and making the categories internally consistent. In this fashion, the steps outlined by Lincoln and Guba (1985) were followed. Following this procedure, rules for defining the categories were employed. Charismatic relationships were so designated if: firstly, the members in the category saw within Netto some characteristic which was regarded as indicative of a central and profound feature of their existence, and secondly, these members recognized in Netto the means by which they could attain this profundity. Further definitional rules were provided by the theoretical characteristics of the self-promoting and self-creating relationships. That is, a category could only be described as self-promoting if it were charismatic, and the members identified Netto as providing the means to challenge alternative world-views. Similarly, the self-creating label was applied only if the category were charismatic, and the members saw Netto as a way of overcoming their existential void or lack of self-direction. Overall, three relationships were categorized as self-promoting charismatic and three as self-creating charismatic, based on the rules identified above. In addition to these, three relationships were categorized together, because Netto seemed to provide an embodiment of these distributors' personal ideal, and also provided the distributors with the strength to overcome themselves -the self-idealizing relationship previously introduced. Of the remaining categorized relationships, none were identified as charismatic. Of these noncharismatic relationships, four were categorized as 'social cocoon', based on distributors' common interest and the self-confidence provided by participating in a closed environment, as provided by Netto. Finally, four relationships labelled 'rational decision' were based on distributors' rational and utilitarian dealing with the organization, where the motivating factor for involvement was limited to personal financial gain. Missing in these non-charismatic relationships was the utilization of Netto by distributors as a vehicle for overcoming either themselves or others. The distributors in each of these relationships were essentially satisfied with who they were, before joining the organization, and only immersed themselves in the organization for purposes of social interaction and financial gain. It is the absence of seeing in the organization the means for attaining something of profound significance in their lives which separated these distributors from the others categorized as charismatic. Netto was, in these 100 Stuart J. M. Weierter Table 2 Summary of Charismatic Relationships
Charismatic
Self-promoting The organization provides members with a superior means through which the world can be converted to reflect their own values and beliefs. Self-creating
The organization offers members an enhanced means for overcoming their existential void, and make more meaningful their interaction with the world.
Self-idealizing
The organization provides members with the means to more fully realize and recognize their own ideal image.
Non-charismatic

Rational Decision
The organization provides members with the means to increase their material worth, without involving commitment to ideals or values.
Social Cocoon
The organization offers a social arena wherein members may enhance their self-confidence and improve their social skills, without involving commitment to ideals or values.
cases, viewed as something with only a superficial personal significance. Because the focus of this paper is on charismatic relationships, I will not present the non-charismatic categories, except as outlined in Table 2 . In the next section, however, I will provide an account of each of the charismatic categories of relationship, starting with the self-promoting.
Self-Promoting Charismatic Relationships
The self-promoting charismatic relationship was, previously, likened to a magnifying glass, whereby the organization amplifies and makes more powerful members' values and beliefs, in terms of their ability to affect alternative world-views. Furthermore, Ralf told of the frustration he experienced in previous forays into self-promoting charismatic relationships, where the reason for becoming involved -expression of values and beliefs -was frustrated because of institutional inadequacies. This frustration, experienced previous to Ralf's involvement in Netto, highlights the continuity and power of his need for a well-defined (in terms of the values) vehicle for expression. As soon as the vehicle is perceived as being antithetical to the expression of particular values, then it is viewed as an impediment rather than an extension of oneself.
'I had very strong political beliefs which meant that I got involved in a political party and I was raised to a fairly senior level in the political party organization, until all of a sudden, I found I was coming nose to nose with the need to either subjugate my principles or get out, and I chose to get out because, inherently, if I can't hold onto holding my principles, then there's nothing to hold, and so I got out of politics.'
Having shown that Netto acts, for these groups of distributors, like a magnifying glass, it is time to examine in what ways this magnification is established and maintained: the overarching means by which the ends are realized. In looking at means, we are necessarily inquiring into the way people interact with the world, which includes the attitudes and behaviours resulting from people's understanding of others and of themselves. In this respect, it is important to note that one of the respondents stated that Netto had altered his 'way of thinking', while the other two indicated that their attitude towards themselves and their environment had changed as a result of participation in Netto (see Alvesson 1990 , on organization as image production). This change of attitude and way of thinking is associated not with a change in an end-value, but with the means (i.e. the behaviours and attitudes) by which this end-value is realized. How, then, does Netto maintain and even enhance its value as a magnifying glass? The most important enhancement that Netto makes in its role as a magnifying glass is to provide the distributor with the means to seduce more successfully those with an alternative world-view. One way it does this is to make the distributor aware of the value of harmonious social relationships. In this way, the inherent resistance that is encountered when distributors try to persuade people to see things from the distributor's own perspective, is reduced. Ralf, for example, told me of how, previous to his involvement in Netto, in fulfilling the desire to mould and shape the values of his children, he would encounter resistance. This encounter would frustrate him to such an extent that he would finally give up, but now, since his involvement in Netto, he has had much more success, because of the attitudes and behaviours he has acquired. These attitudes and behaviours that make his persuasive power more successful stem from (somewhat paradoxically) his greater willingness to accept failure:
'So we've moved to accept the bad days and shrug them off and go on because we know that they're taking us that much closer to the good [i.e. successful] days.'
Although the focus on the end-value is still relevant, there is less emphasis on the immediate realization of this value, and a greater acceptance of the fallibility of structuring the world in terms of one's own values. With this in mind, can we say that Netto provides a strengthening of the desire to overcome the values and beliefs of others, or a weakening (at least, in terms of immediate outcomes)? In other words, does the magnifying glass enhance the will or enhance reason? In the case of the above respondent, Ralf, it seems that Netto has tempered this desire or will with rational justification. For Daniel, by contrast, the desire has been sharpened and intensified, such that the mastery of previous fears, which were associated with the desire to overcome others, has been attributed to Netto.
'It's just that it's interesting to note that before we thought that we were the minority … we had no means of communicating the correct way of thinking to anybody, because if you start to talk to someone about that [i.e. one's opinion] you can't. It's too personal, and you know, you're [called] a wowser or you're a whatever.'
The main theme Daniel emphasized in mastering this fear was the focus on success provided by Netto. In effect, the will to realize an end-value was strengthened. This strengthening was achieved through the narratives of success (e.g. stories about the lives of 'successful' people) provided in the books and tapes, and also from the association with 'successful' people. Axioms and catch-phrases such as 'you get to where you are because you deserve to be there' not only enhance the self-importance of present achievements, but also establish the motivation to pursue future success through individual effort. In effect, self-image is linked to value realization, while the means to value realization are made more effective through an increase in selfconfidence (or, to put it conversely, a reduction in fear). The magnifying glass seems, then, to play a different role for different people within this type of relationship. (I will outline this role and the possible reasons for these differences in the discussion section.) A brief summary of the above interviews shows, firstly, that the relationships were defined as self-promoting charismatic, because the distributors saw in the organization an enhanced means to overcome the world-view of others. Second, the means by which this overcoming was enhanced by the organization was related to the shaping of the will or desire of the distributor. The self-creating relationship will be discussed next, with a focus not only on the way Netto influences behaviour and attitudes (i.e. the means) to satisfy end-values, but also the framework surrounding the means by which these end-values are constructed and maintained.
Self-Creating Charismatic Relationships
The self-creating charismatic relationship provides the member with existential direction and world definition. The relationship is charismatic in the sense that the organization acts like a crystal ball, furnishing the member with the means to articulate a clearly defined and strengthened sense of self, and thereby the source from which to actively make sense of the world. Rather than seeing in the organization the means to fashion society in terms of the self, as in the self-promoting relationship, the member's link to some profound feature of existence is via the desire for self-continuity (see McHugh 1968) . Lisa, for example, stated:
'Yeah, I've taken a shift in thinking almost … it was the people, if you know what I mean. They were people that you want to be around, because they know where they're going and their way of thinking is just so unique and they've got …There's just something about them … here I was at twenty-four and looking at what I wanted.'
Another respondent, Mike, stated that Netto provided strategies for control of thinking, and developing self-discipline:
'So being in control of my life, I've discovered … if you can control your thinking and can control your responses and you can control where you want to head and the direction, so that's a very big change because before the business we had no control … I understand that the goal setting is very important … I didn't know it was important until I got involved with [Netto] … If you manage to have selfdiscipline and you do it, you will do it and you'll be successful.'
In this case, Netto has provided a means to change the thinking process from one of disorder to one of order. It has provided the opportunity to fashion distinct and clear values by means of self-discipline. It is important to note, however, that Mike did not speak of any sort of 'existential void' before involvement in Netto. For Mike, the perceived advantages of a more clearly defined sense of self appear to have been considered only retrospectively. This is important, because it introduces the notion that the organization, Netto, played a role in developing the need in the distributor that is associated with linking Netto to some profound and central feature of existence. Self-discipline is both power over oneself and power over the world. In other words, it creates both self and the world -proactive rather than reactive. We might say that the means to increase self-discipline, as offered by Netto, establishes the crystal ball wherein one looks for oneself and the world. By way of the messages in the books and tapes, which promote taking control of one's life, a difference is created, in terms of power and clarity, between one's previous self and the self offered by the organization. It is this difference, which establishes the charisma of the relationship. For Lisa, it was a slightly different story. She was young, single, and had changed careers a number of times before involvement in Netto, and so did feel some sort of existential void. The most important outcome of her relationship was not so much self-discipline, but self-belief:
'You've got to believe in yourself before you believe in anything, before you ever do anything to change yourself or your life or improve your circumstances, and that's what [a prominent Netto distributor and board member] designed the system to do, to get people to believe in themselves, build self-esteem, teach them things.'
'Yeah, well I mean, they've got books on, they've got teaching books and self-motivation books and marriage books and relationship books. I mean, it's all one thing, you know. As a single, myself, my self-esteem was what needed helping.'
Believing in oneself is analogous to increasing self-esteem. It also allows the creation of self (or maintenance of a self created by another) in the sense that the self is given 'permission', by way of new-found confidence, to form or exert itself against the world, rather than just being defined as a response to the world. For Lisa, the path to self-creation consisted, firstly, of establishing the 'space' for a self and secondly, filling that space with self-relevant knowledge. In this case, the search for a crystal ball was already established before involvement in Netto; the organization only had to offer the confidence to establish a self and the guidance to create a particular self. In a summary of the self-creating relationship, we may say that either the creation of self or the creation of a more powerful self is what makes this experience charismatic. For those who do not feel some sort of existential void, a feeling of having overcome an inadequate self is created concurrently with a more powerful self. For others, the space is created for the development of self-knowledge. Common across all the relationships in this category, however, and contrary to the self-promoting relationship, was the lack of interest in the actual values and beliefs promulgated. Of more importance was the maintenance of a more powerful and defined self. In the next relationship to be discussed, the self-idealizing, the self is not created as such, rather the ideal image of self is maintained through the member's association with Netto.
Self-Idealizing Charismatic Relationships
The basis for this relationship is the organization's potential to maintain and reflect the ideal image of themselves back to members. This ideal image is based on notions of what it means to be a 'successful' person. Consistent with the everyday meaning of the word 'success', these members partly defined their participation in Netto as resulting from the effectiveness of the organization to provide material wealth. Clary explains thus:
'So if we all have a choice as to how we derive our income source, then if we know that it was between good income sources and bad income sources, logically you'd want to have a good income source, right … To me, if people understand it, then they'd obviously do it.'
For Clary, choice is limited to an understanding that encompasses only one course of action. Here, rational action is founded on a justification of the valued ends, of which material wealth, and its signifier 'success', is paramount. The other distributors also offered as reasons for involvement the earning potential inherent in the Netto system. Of course, if these reasons were the only justification, then these distributors would not necessarily immerse themselves in the organization, but would only wonder at the (economic) beauty of such a system, whilst utilizing its potential. In other words, there would be no motivation to define their lives with reference to Netto. In addition to valuing material wealth, therefore, the respondents value the ideal of material wealth and success, and consequently the means to realize this ideal. That is, they value what material wealth can make of them, not for them. Ellen explains thus:
'This is what this business is … you hang around the millionaires, you hang around the people that have become millionaires … you hang around the leaders … through sheer hard work, you can't fail but to become one of them. It's also the association. Everybody is positive, everybody is happy and they just keep working away, because they know if they do it, they will eventually get to the top.'
For Ellen, personal development entails the self-development (potentially available to anyone who hangs around the 'right' type of people) that is the culmination of becoming successful and wealthy. Netto provides these members with an arena for maintaining focus on the path that leads to the ideal of 'success', while the members evaluate the extent to which they embody this ideal. Hence, the primary focus is the personal transformation of oneself into the ideal, and the means provided by Netto for this transformation. Ellen explains:
'But with [Netto] we've got the textbooks, we've got the opportunity that people can see and then we've got this machine that if you want to plug into it, if you want to hold onto that machine, it'll develop your leadership skills, it'll teach you principles that you can apply so that your success in this vehicle is guaranteed. Whereas in most vehicles that you could use, success is not guaranteed because there's no support.'
In a characteristic display, association with millionaires and 'successful' people extended to numerous photographs of Netto distributors who had 'made it' hanging on the walls of Mavis's house. The display of ideals as realized, such as the speeches given at rallies by 'successful' distributors, where it is emphasized that they were once ordinary people like the rest, but have now, through Netto, become wealthy and successful, helps to keep the ideal in the foreground, and also makes its realization appear imminent. It is in this sense that members in the self-idealizing charismatic relationship need not overcome others, as was the case in the self-promoting charismatic relationship, but must overcome themselves. The important difference between these two types of relationships is, then, the focus on an 'inner' self and the 'outer' world. Whereas members in the self-promoting relationship need the organization as a vehicle for expression, those vying for personal 'success' need the organization only to the extent that it promotes reflection on who they could be. The organization is not a 'representative' of any particular value system to others as in the self-promoting relationship (c.f. Shamir et al. 1993) , rather, the organization is 'representative' of a particular value system to the members themselves. It provides reference points whereby the member can see the ideal image of him or herself, and hence maintain the power that has as its measure the overcoming of the 'internal' and not the 'external'. Furthermore, the relationship cannot be labelled self-creating charismatic because the particular values and ideals of these respondents were quite stable and clear before entering Netto. In this sense, Netto is not offering direction, because these people are unsure of themselves; Netto is allowing the distributor to focus on those values that are (and are highlighted as being) personally important and potentially realizable. More than this, however, Netto provides the means to fashion the whole self in terms of these values: the ideal becomes more real(izable). Although this relationship cannot be classed as self-promoting or selfcreating it is, none-the-less, charismatic. The organization is deemed, by these individuals, to embody some profound and central feature of their existence -the ideal realization of themselves. Furthermore, the organization provides the means for overcoming that which does not fit this ideal. The means by which one overcomes one's unsatisfactory self-image is by looking in the mirror; a mirror which reflects back all the Netto 'success' stories, and turns them into one's desired image.
Discussion
In the previous sections, I have outlined the relevant characteristics of three charismatic relationships which emerged from the interaction between expectations of members and the framework, as provided by Netto, for fulfilling these expectations. Using the metaphors of the magnifying glass, crystal ball, and mirror, I highlighted the different conceptions of a profound existence in terms of valued ends; the overarching means provided by the organization by which members can realize this profound existence; and also the extent to which the organization plays a part in creating these valued ends. In this section, I will focus on the more tangible organizational-level issues, and the relevance of these charismatic relationships to other theoretical offerings. The first relationship to be discussed is the self-promoting, with a specific focus on the way in which charisma is both maintained and controlled. This focus centres on the problem inherent in all social or charismatic movements: how can the power and energy of charisma be sustained, while at the same time directing or controlling its inherent tendency to destroy institutions or existing social structures (see Eisenstadt 1968 , on charisma as the antithesis of institution)? We can take our bearings for this discussion from the interview evidence, which suggested that, for Ralf, failure (to change the world) was highlighted as something contingent, while, for Daniel, (previous) failure was equated with feelings of personal inadequacy. In these two cases, a strengthening (i.e. Daniel) and a weakening (i.e. Ralf) of the 'will or desire to overcome' may each describe their present state; but to what level of 'strength' was each aspiring? We may derive an answer to this question from an inquiry into the behaviours, attitudes and social practices that are necessary for Netto's survival and reproduction. First, social encapsulation (see Greil and Rudy 1984) , by way of encouraging the reduction in 'outside' relationships, is used in order to maintain the ideological strength of Netto (and the distributors). The maintenance of such a tight and isolated social grouping would necessarily require high degrees of interpersonal harmony, where the release of frustration is performed in a systematic, controlled manner and not expressed chaotically or on-the-spot. It may be that emotionally charged seminars and rallies provide the arena for such systematic expression, while the aphorisms and arguments provided in the books and tapes, that serve to bring expressive behaviour under the member's control (e.g. 'You are what you do.' 'What you do affects where you are.') facilitates this required delay of expression. Training sessions are also used for this purpose. Members are provided with specific scenarios outlining appropriate and inappropriate behaviours and attitudes. For example, it is argued that immediate self-gratification (e.g. expression of present feelings) is detrimental to one's relationships with other people. In this way, a relationship must be carefully managed so that it may fulfil the longer-term goals of the distributor (and Netto). A prerequisite for this management is the maintenance of social harmony, accomplished by ascertaining what is appealing to, or desired by, one's interlocutor, and then framing one's delivery in terms of this appeal or desire. The maxim 'If they want it, they will do it' encapsulates this strategy. In addition, in order that Netto may grow (i.e. acquire new distributors), the perpetuation of the member's desire for social control and persuasion (or overcoming) is obligatory. In this case, the distributor must maintain the intensity of expression and the persistence that is required in order successfully to alter the beliefs of another. In short, the relationship must remain charismatic. The presentation or co-authorship by well-known celebrities, or successful Netto distributors, of books and dialogue on the audio tapes, legitimates the expounded behaviours and ways of thinking. Specifically, an aphorism such as, 'You are only as big as your dream', and narratives of the lives of successful distributors, wherein it is explained that success requires a continual focus on the importance and quality of one's values, maintains the desire for self-promotion. In addition, the labels of 'winner' and 'loser', to be applied to those within and outside Netto, serve to distinguish more sharply those who are right (Netto distributors) from those who will never be changed (born a 'loser') and those who could be transformed into 'winners' via co-optation. On the one hand, expression of oneself is fostered, and on the other, repression of oneself (in certain contexts) is developed for the same ends: the survival and growth of one's business. It is very much emphasized, therefore, that distributors converse with those more successful than themselves, in order to gain advice on the most appropriate mix of attitudes and behaviours. The usefulness of this 'wisdom' is that it is a living, contextualized knowledge and so can be tailored to the specific situation and characteristics relevant to the underling distributor. In addition, because it has been forged in the course of the 'Netto experience', its legitimacy is linked to the success of its holder (i.e. Netto, and the successful distributor).
With the self-creating relationship, by contrast, the destructive nature of charisma (i.e. the desire to create anew values and beliefs within others) must be fashioned, to a certain extent, within the distributor. Hence, a powerful sense of values and beliefs, or (self) direction, is created, together with the destruction of one's previous absence of self. This construction of (self) direction is aided by the stable, cohesive and self-reflective environment provided by Netto. This environment provides the means for both self-production and self-examination. The books, tapes, and promoted 'ways of being' highlight what is important and essential in the construction of self. Consistent with Mead's (1934) distinction between 'I' and 'me', the books and tapes promote focus on the 'me' (or the self-as-object) by encouraging members to become more attentive to the effects of their behaviour on others, and to recognize these effects as representative of who they are (e.g. improved social relationships are indicative of a person who is compassionate and caring). Further support is provided by categorizing thoughts into what is referred to in Netto books and tapes as 'stinking thinking' -the thinking of thoughts which negatively question the value of oneself and Netto. By giving recognition and value to these thoughts, members are able to gain control over the self-forming process, affirmatively forging a self which is intimately linked to Netto. Just as importantly, the arena for subsequent examination of the self against the environment is limited. This limitation is maintained by the promotion of social relationships focused around Netto and the discouragement of social relationships outside Netto. The combination of increased self-awareness and enclosed environment (for self-examination) allows, in part, a self to be created that is affirmative and stable. In effect, the ability to recognize a stable and coherent self (and its external reflection) is either created or made more effective. As we saw in the interview findings, the profundity of this more powerful self may have only been recognized retrospectively. That the more powerful and directive self is not sought before it is experienced, means that it may not be a necessity in navigating everyday life. It may be the case that the boundaries imposed by the duties of everyday life, if adequately selfinvolving and self-satisfying, reduce the need for a more potent form of existential guidance. Giddens (1991) calls the state arising from these routines, 'practical consciousness'. Everyday routines provide, however, only a defensive creation of consciousness. That is, they are powerless to create a self that creates the world; rather they provide a stable arena for selfmaintenance. The inadequacies of this 'practical consciousness' are realized when a more powerful form of bracketing is encountered -in this case, the guidance provided by Netto. The establishment of the self-creating relationship for each member may be classified according to the framework outlined by Lofland and Stark (1965) . According to Lofland and Stark, the conversion to a religious deviant perspective is precipitated or indicated when a person who, feeling acute tensions, defines him or herself as a religious seeker and, after encountering the religious organization, develops affective bonds with members while decreasing affective bonds with non-members. For Lisa, the respondent searching for direction, the most relevant pre-requisite to joining Netto was, according to her, the affective bond resulting from identification with a particular Netto speaker at a rally to which she had been invited. The underlying theme she used to explain this identification was 'fear-control'. For an individual who is unsure of themselves and the world, the opportunity to establish some sense of ontological security is a potent motivator (Giddens 1991: 64) . For others, the initial motivating factor was essentially financial (i.e. extra income) and, hence, affective bonds were established concurrently with the development of self-discipline and greater definition of self. Issues of self-discipline and self-definition are also relevant when examining the association between the self-creating charismatic relationship and the rational decision non-charismatic relationship. Because self-discipline and self-definition may, with varying degrees, dissipate over time, untangling the association between these two relationships requires a judgement of their mutual exclusivity: Are they separate relationships, or is one (the self-creating) merely in the initial stages of developing into the other (the rational decision)? As introduced previously, distributors categorized in the rational decision relationship interacted with Netto on the basis of rationality and utility. The self, rather than imposing on and shaping the environment, becomes a reflection of its reaction to the environment. A stable environment is equated, therefore, with consistency in behaviour. Given this, it could be that those in the rational decision relationship once had a self-creating or near self-creating relationship, and that it has devolved into a relationship perceived as utilitarian because of the consistency in behaviour and environment. In the absence of change, the charismatic relationship has become routinized. In this instance (and if this is the case), charisma is the charisma of office: 'the belief in legitimacy is no longer directed to the individual [or the organization], but to the acquired qualities and to the effectiveness of the ritual acts' (Weber, in Eisenstadt 1968: 57) . In other words, the source of a clear and stable sense of self is attributed to those behaviours that maintain, in part, this sense of self. This means that, over time, those attitudes, beliefs, and behaviours, that promoted self-creation and direction, would be viewed as emanating from the self, not from prescriptions handed down by Netto. Interview evidence, however, indicated that only utilitarian, and not value-based, meaning was attributed to behaviours themselves: that is, 'I behave like this, because it is useful', rather than, 'I behave like this, because it is right'. Thus, the alternative explanation, that these distributors have a utilitarian rather than a routinized -at one point, charismatic -relationship seems more plausible. In this case, the source of behaviour is attributed to the rational necessity of performing some act. It is seen as a result of the contingent nature of existence and is thus removed from conceptions of self. Although the rational decision relationship did not seem to be a devolved version of the self-creating relationship, one may wonder whether the selfcreating relationship could evolve into the self-promoting relationship. This type of evolution would be quite possible. However, to ascertain its exis-tence, one would have to certify the strength of the self-direction of a member outside the Netto environment. That is, only in the removal of the supportive environment could one ascertain to what extent the self is tied to that environment. Indeed, one may argue, and all the more strongly if we extend this analogy back to the relationship between child and care-giver, that all self-promoting relationships were at one stage self-creating relationships. Clearly, we can only approach the differences across relationships, if we limit ourselves to a reasonable time-frame. With this in mind, we turn to the final charismatic relationship -the self-idealizing. Narcissism, described as an absorption or preoccupation with the (ideal) self, such that the boundaries between self and the external world are merged (Kohut 1971; Lasch 1980) , is an appropriate description for the member in the self-idealizing relationship. For this person, Netto offers the perfect environment for maintaining the narcissistic ideal and the associated overcoming of the self. Within this environment, the ideal of 'success' is equated with those behaviours (e.g. acting as if one were a 'success') which lead to one's ideal. Because of this equation, the self-doubt that arises as a result of questioning the value of such behaviours is replaced with continual re-affirmation of behaviours that support the realization of the ideal. Furthermore, as these behaviours are mirrored throughout the organization, conflict-inducing counter-images of appropriate behaviour are reduced, and members can maintain an even more vigilant and undisturbed focus on their ideal. For the member, this focus provides a continual overcoming of the self, while simultaneously providing the organization with real (human) analogues of the ideal. In other words, the creation and sustenance of this ideal is enacted when these individuals come together under a system that structures life accordingly. This relationship may, then, best be described as self-referentially charismatic. It is the role that the organization plays in providing members with the means to realize this ideal, which separates the description of this relationship from others arising from a concentration exclusively on the leader-follower dyad (e.g. Kets de Vries 1988; Pauchunt 1991) . According to these accounts, the leader is a focus of self-fantasies, because of his or her importance or position in the social hierarchy. This focus propels followers to identify themselves entirely in terms of the leader; to make him or her their ideal. Ironically, the separation of leader and follower is what promotes inseparable identification; the leader is idealized only because of his or her position above the follower. In the case of Netto, however, identification between members' self and ideal pre-dated involvement in the relationship; which means that the organization plays a part in realizing this ideal, but is not the actual focus of this ideal. Rather, the exhibition of successful distributors at rallies and the narratives of their success stories relayed in books and tapes, legitimates the practices of the organization in terms of the likelihood of these practices to realize self-fantasies. Underlying this complex relationship is the members' desire to attain their ideal in its entirety, to become this ideal, and not just as it relates to an external and separate 'ideal-object' (i.e. identification with a leader or organization is recognized by these members merely as a means to a greater state of existence). Of course, with involvement in such an organization, the increased likelihood of attaining one's ideal renders the ideal even more important and valuable, and so we cannot make too clear a separation between means and ends. The relationship does, therefore, come much closer than the typical modern commercial relationship in attaining what Schwartz (1987) describes as the organizational ideal -a symbol of the return to narcissism, where involvement in the organization is perceived as being central to a loving world, conflict-free, and an extension of the ideal-self (see also Goffman 1971, on 'total institutions'). Features of this social relationship, as described by Schwartz, are particularly relevant here. The contrast between individuals who personify the organizational ideal (these individuals are perceived as more real) and other individuals who feel a sense of shame for their insufficient self-identity constitutes a process called ontological differentiation. According to Schwartz, ontological differentiation and the movement towards the ideal that is established, is founded on a totalitarian relationship, whereby narcissistic fantasies are imposed from above. Contrary to this representation, however, in the case of Netto, ontological differentiation is not based on a totalitarian relationship. Because, as introduced above, the participants in the self-idealizing relationship imported their ideal into the organization, and because Netto presents a means to focus this ideal, rather than repressing self-consciousness and imposing alien narcissistic fantasies, the direction of the relationship cannot be attributed to Netto alone. Thus, although the ontological difference between the ideal and the perceived inadequate self (and the associated sense of shame) may be reduced by moving towards the ideal, in the case of Netto, shame is as much self-imposed (and may be a function of broader social factors) as it is manipulated. One must, therefore, look further afield than the organization, in order to explain the source of this charismatic (not totalitarian) relationship. Further afield is also where one must look if explanations are sought as to why some individuals developed charismatic relationships with Netto, and others did not. Clearly, any relationship is made up of a complex array of factors, and relying solely on explanations based on psychological or immediately apparent social factors is to render our understanding incomplete. This paper has taken the first step in delineating charismatic relationships based on the expectations of members and their satisfaction with an organization. Further work may apply a similar level of analysis to other supposedly 'unitary' concepts such as organizational identification (see Albert and Whetten 1985) , highlighting, for example, the different ways in which identification may be enacted as a self-created, and creating, relationship via organizational and individual expectations. In sum, the preceding discussion has provided an interpretivist and contextual account of charismatic relationships. Processes were outlined, associated with self and context that were integral to creating and maintaining a number of different charismatic relationships. The self-promoting charis-matic relationship was maintained by the enhancement or reduction in the desire of particular members to shape the world in their own image. This enhancement or reduction was tailored to engender those behaviours which both maintain the community that is Netto, and most easily seduce wouldbe distributors into this community. Strategies for maintaining the selfcreating relationship include creating an environment where the self can be more readily sustained, and providing a more powerful means to recognize the created self. In sustaining the self-idealizing charismatic relationship, because the focus of members was on attaining the ideal image of themselves, the organization provided an intensified vision of this ideal, as reflected back by more successful members. In each of these relationships, members perceived in the organization an enhanced means for overcoming and attaining something of profound significance in their lives. This profundity, as I argued at the start of this paper, may arise from the instability of tradition and meaning that is characteristic of our age. In this case, then, the purest form of charisma is likely to emerge, not with the overthrowing of tradition (in the sense that Weber understood tradition), but with the desire to create meaning for others and for oneself. It is organizations like Netto which provide the means for such creation, and it is the people of these organizations who bring with them alternative existential desires -desires, along with their maintenance and satisfaction, which quite likely form the basis of profound commitment and attachment within other organizations, be they direct-selling or otherwise. Indeed, the reality of this generalization may be tentatively examined on the basis of our own immersion in organizations. Upon this examination, the question of the value of our desires and the capacity of our organizations to realize these desires will emerge, thus offering a first-hand insight into the potential for production or negation of charisma.
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